Quality Certification Tool Suite 

The first part is a Guideline for the Quality Certification Checklist.
Part I Guide

In compliance with the department’s efforts to gain and maintain quality certification, the PMO will conduct scheduled and unscheduled audits throughout the year to ensure that the Work Instructions are in use. 

Failures to comply with the policies stated in the Work Instructions are considered “non-conformities” and are categorized as major (failure to comply with the basic tenets of the Bulletin) or minor (failure to comply with selected elements of the Bulletin). A report summarizing the results of the review, including any non-conformities and recommended corrective actions, is sent to the Reporting Manager and department Director.

Preparing for the Audit

Before the audit, the reviewer interviews several individuals to determine whether the person being reviewed is in compliance with policies pertaining to his or her job. Pre-audit subjects include:

· Preparation, presentation, compliance with processes (if applicable)

· Use of the IS Intranet to track projects and create Risk Assessments

· Use of pm-project-plan@Your Company.com mailing list to distribute initial project plan and any updated or rebaselined Project Schedules 

· Responsiveness to requests for data reported to senior management (e.g., Top Ten data, survey information, revenue data)

· Problem areas highlighted in Customer Satisfaction Survey responses or in discussions with Reporting Manager 

· Use of Post Project Review forms for projects

In addition to interviews, the reviewer also researches the projects or accounts managed by the person being reviewed. The reviewer obtains a list of the projects taken to QRT by the person being reviewed and compares it to the list of projects from the IS intranet. Failure to include any active project on the IS intranet is a major non-conformity. 

The reviewer then randomly selects an active project for review, and checks the IS intranet for a Risk Assessment for that project. Failure to include a Risk Assessment for any active project on the IS intranet is a major non-conformity. 

A) Audit Guidelines

Most project-related documentation should made available (indicated with an * below; see Work Instruction: Documentation and Work Instruction: Project Tracking). The reviewer will follow the outline below to determine whether the policies stated in Work Instructions are being followed.  

1) Work Instruction: Documentation

                  The following items are suggested questions for the reviewer to ask

2) Work Instruction: Risk Management

a) Does the Risk Checklist include items that may arise during Launch Support?

b) Have any issues arisen that would jeopardize the on-time completion of the project that were not identified in the risk checklist?

c) Were the risks identified truly risks?

d) What steps were taken to mitigate risk?

3) Work Instruction 3: Project Schedules

a) Does the schedule sent to pm-project-plan@Your Company.com match the project schedule in the binder (folder)?

b) Which template was used?

i) Are we on schedule? If not,

(1) Why not?

(2) By how many days are we off? 

(3) If more than 5, was pm-project-plan@Your Company.com notified? (see Work Instruction: Project Tracking; major non-conformity)

ii) What is the current milestone?

iii) What is the latest communication on this milestone? [probe]

4) Work Instruction: Escalation

a) Have any issues been escalated?

i) What was the issue?

ii) How did you document it? [examine documentation—telephone log or email printout]

iii) How long did you wait for your primary contact to respond?

iv) Whom did you escalate to?

v) Did they respond?

(1) If yes, did this resolve the issue?

(2) If no, how long did you wait for a response?

(a) Whom did you escalate to?

(b) How did you document it? [examine documentation]

(c) Did they respond?

5) Work Instruction: Project Tracking

a) Is the pipeline form up to date? 

b) Have you set up folios on the K-bank for electronic documentation?

c) When were project documents on doc respository last updated?

6) Work Instruction: Communication

a) Who is the PPOC for this implementation?

b) Have any changes been made to the project plan since PPOC was identified?

i) Who authorized them?

ii) How were these changes communicated to the stakeholders? By whom?

iii) How were changes documented?

c) Has anyone else on the project team been in contact with the customer?

i) Were these contacts coordinated by the PPOC?

d) Was there an External Kickoff meeting?

i) Who conducted it?

ii) Who took the notes?

iii) What is the distribution list for the meeting notes? 

e) Were regularly scheduled status meetings established?

i) Who are the attendees?

ii) Who develops the Agenda?

iii) Who writes minutes?

f) Email protocols

i) What are your internal and external distribution lists for this project?

ii) Have the following been included: AM? ISE? EBC? PM? IC? IE? Tech Lead? Data Center Manager?

7) Work Instruction: Launch Support

a) What is your definition of the beginning of the Launch Support phase?

b) Was a Launch Support meeting held?

c) Were all applications needed by the customer identified at the meeting?

i) If not, why not?

ii) Were all applications to be installed by Tier 2 and Tier 3, and content loads by the customer, identified and included in the project schedule? 

iii) Were any additional items added post-External kickoff?

(1) How were these additions managed?

iv) Has the PM ensured that the customer has received a CSO account?

(1) Does the customer have a Premier Care rep?

(2) Has the Premier Care rep taken the customer through the Welcome Kit?

d) Was a Closure Letter sent to the customer? 

(Note: occurs after the Unit Acceptance Test [UAT] and customer acceptance)

8) Work Instruction: Acceptance Testing 

(Note: Acceptance testing refers to internal testing–UAT–only, using the checklist developed by the Implementation PPOC. The IC is asked to complete this checklist.  Customer Acceptance Testing is discussed in the Launch Support meeting and included in the schedule on dates agreed upon with CP, Tier 2, and Tier 3.)

a) Was a checklist created for the components of the solution?

b) Did it include the following:

i) Confirmation of warm hand-off for each server 

ii) A list of all software to be installed, including version number

iii) A list of all hardware to be installed

iv) A review of all Magma tables associated with the site to ensure that what was ordered is what was delivered according to Magma (done by PM or Esther Pearson’s group) 

c) Was customer acceptance of these items documented? 

9) Work Instruction: Transferring Accounts

Have all issues relating to this customer been properly identified to ensure smooth handoff when PM disengages?

10) Work Instruction: Post-Project Reviews

a) Were contacts for this customer added to the quarterly survey pool?

b) Were post-project review templates filled out?
Part II Quality Certification Checklist 

The checklist that follows is a tool that can be used by the team implementing and managing the quality system.  It aligns with the Work Instructions and the methodology outlined earlier in this book.  The checklist will facilitate conformance with the project management’s quality system.

See Excel worksheet “Quality Certification Checklist.”
